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IntrodueHon 

In reeding fhm !it©ro^ure relot^d to edueoHonal pie '^ing, on© cmr\ cQntiifently find fhm 
following pomHi 

Planning is a tool and a guidn fo procfice and nof simply an objecHvg. If is a sarviaa 
which facllitat'es the occomplishmenf' of organizatlorfal goals* 

Plonntng is but one aspect of the total decisfon proceii In a system; in order to be 
effective \f must be linked to the other pliOses of the proca^. 

Planning ihouid be a eontirvyous proca^. 

Planning processei muit be viewad as being complex and muiti^imeniionat. 
Planning should be COTprehensive and brood In scope ^ 

Planning should be directed toward increasing^ rather than decre^ing^ the range of 
possible future opt ions. 

Planning should be change^orientad as wall m future*oriantad* 

Planning approaches end tachniques must be appropriata to poficIeSi goals and programs* 
Planning must still ba ragarded as mora art than sclance. 
Planning should take place at all organizational ievaU« 
Planning must be closely tied to overall management* 

At the mocro-lavel^ educational planning should be cMrdinotad with genera! social 
and economic planning « 

The Institutionalization of planning within a system will raquiri^ adjustments tn existing 
structure and processes* 

This paper examlnas the oi^aniEational planning proca^ and its potantial contribution m a 
method of facilitating a scteo! tystam-s ability to adapt to its changing environmant. If 
administrators pose planning-typa quastfons^ con thay make better decisions? a«g. 

1 * Will tha planning activities help clarify and justify what should be Introduced^ axpanded^ 
maintainad^ reduced or aliminatad? 



what will we he doing diffartntly a year from now? 

H©w ihould w# ahalyz© the present situation to prtdict^ exploin, and prepare for 
rtit futyre? 

What decislans in tha future are we already aware of that we ean begin now to 
prepare for? 

What are these preparation activities? 

In analyzing, the present situation, what factual information do we have, what oan we 
acquire and what do w© need? 

What sub|eative opintoni would be valuable? 

If innovations are to be introduQed . to bring about ehar^e/ how do we knew they will 
ultimately improve what will happen to ehildren? 

Who will oppose these innovations and why? Haw oan their reifstanee be reduced? 

What are our major problems, can we state them in precis terms so that we have a 
frame of reference to establish the evafuatton criteria for propMed solutions? 

Definitions and Modals 

According to Coladrci and Getzeli (1), administrators must cost their ©ye to the everyday 
functioning of the educatlorKil organiMtion In order to construct a realistic planning modeU 
It Is important, they maintain, to make explicit the probiemi that give rile to the planning 
and declilon-making process so that a planning model Is chosen that fi approprmf© to the 
particular problerm of a given area, board or department. A clear, well thought'K>ut 
planning theory provides organizations not only with effective practices^ but also with a frame 
of reference that estobli^es the criteria by which such practices con eventually be evaluated. 

Let us begin by outlining tha assumptions and biases amciated with the selection of various 
types of pianntng models* Mlklos (8) draws o cItot aistinctlan between 'quantitative' and 
'qyalitatlve* approaches to educational planning* The emphasis In quantitative planning 
models Is on the context of planning* In other words, such theories see planning activities 
generally as shaped by current educational policy which, in turn. Is a reflection of the 
political, social and economic climate In which It operateSp This points out that plannlr^ 
models are meaningful only If the context from which they arose is underst^d. The chart on 
the following page includes some of the po^lble forms that quanlltativ^ approaches to 
plannlhg can take. 
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• PLANNING CHA^T 



QUANTITATIVi 

IducGtionQl Policy Enyifenminfal ClifiKiti Focui of Planning Activitiei Sherfconiing 


Expansion & Extinsion of 
Formal Schooling 


- Incresied demgnd for edueotion 
^ Priyurt for wtaniion of school ing 

i t 1 F Fi lit 

■ Increcsed ngid for financial and 
human mgttflal riiourtes 


- Dem^raphic forecasts 

- |,D. of fiQiibility targits 

- Monitor lystim With mopping 
ond accounts 

^ I.D. factors which influince 
demand 


^ technicaj prelim of predicting 

- isolation of eaueational plan- 
ning from other planning 

- igneres probleTO of contint & 
iffieiiney 


Educotion of on jnitruTCnt 
of Econofnic Policy 


- Edueation eonsidind important in 
stlmulQting economic growth 

- f$nm of industrsiiiQHon & 
oceupotional shift 

- Edycotion is considirid invait- 
mgnt in hurnon rs^ufCii 


- Projict manpowir riqulrirtitnts 
from growth target 

- develop supply-dimand modeli 

- CQst/tensfit onalysli 
" roti of riturni studiii 


- difficult to istimate futura neadi 
and occupational structure 

-•^ gop bitwain pionnmg^-pohvy 
deciiions 

- e^imotfng benifiti of education 

- ignores quality of education 


EduCQtion ai on Initrumint 
of Soeia! Policy 


' Continyid disp^rittis in ipiti of 

ixponsion 
^ DiTfarential pcrticipotion and 

succiis ratal 
- ■tqufllity' '-norm opplied to id. 
" activf social policy 


- colliet data on participation 
rotis and othir conditions 

- diVgl^ indixei of the gxtent 
to which gooli are achieved 

^ Sit tat^ats and davi^ policy 
imptemintation 


- no pricisi definition of social 
objectlvei 

- oiveloping ettective policy in- 
struments 

- motivoting individuals to tab 
advant^e of opportunitlis 


IncrecBid Efficlmey at 
oil Levels 


^ rising coit of iducgtlon and in* 

creaiad competition from other 

i i i 
lociol ^fvices 

- preiiure to dgfnonitratg goal 
Gttainmtnt 

- pgrcaived lack of efficttngy 


^ goal Sitting pmetssiS 
^ inoicatoii of performance 
" siitn/iation 

- lystami analysis 

- effitf ivins^ itudiii 

- budgiting systimi 


- difficulty defining objictivei 1 
developing p«^^eduris for 
letting priorities 


QUALITATh/E 


QualjtatjVi Improvifninfs 
in EducaHon 


- Priyure to riihepe sntira syitgni 

- EfnphQiii on odoptaflon and change 

- Dgiirg to fraki S)itim mora affec- 
Hvi in termi of a broad range of 
goals 


- qusntitsHva i qyalitstiva 
foficasti 

• monitor pr^nt polieigs & 
praeticei 

- risiorch & diVilepmint 

^ diVilop ^liey planning finks 
and information ^stims 


•< reconsiiir^ highly pgrticipotiye 
deciiioa fncking ord gffici§ney 
- obtgiriing Involviment 
■ eombimni cQordination with 
flexibility 
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The ^uaiitsHve approach to edueotional plonning, en the other hand, is not os concerned 
with axternai ord eantextuol influenets as with the quality of educational life It^lf . 
The assumption underlying this type of model Is that the iolutfon to any edueotional 
problem Is planned change. The various methods by whieh ehange eon be Implemented 
are through (1) innovation (2) f^ee^tlng the future beyond quantitative considerationi 
(3) alternative futures, ttie purple of whieh is to identify the future of present planning 
and to go beyond traditional extrapolations to predict po^lble changes In social and 
^litlcal values. 

It follows, than^ that people working In the field can both identify and define problarm 
with more clarity than those outside the field's operations. For this reason, Daniel 
Griffiths (6) maintaini that planning and decision-making is "an organisational matter" 
and not an activity confined solely to a central planning and deveiopment unit which is 
removed from the field and therefore least conversant with Its speeifle problems. 



The role of the planning department, according to Grifflths(6)^ h to complement field 
per^nnel by providing them with the technical skills with which to plan and make decisions. 
Professional planners must act m a resource to o^lst ^c^le in the field and to help them 
articulate the problems in terms which will enable effective planning (and action) to 
follow. 



The central administrator in the organizational ^tting functions as a policy^maker who 
plans activities related to policy obfectives. The field adminiitrator, on the other hand, is 
the one who implements practices to achieve the goals outlined in the polfeles set by the 
central administrator. Such field personnel are aeeountable to the central administratoi^ 
OS to (1) which programs should be maintained because they are consistent with policy and 
(2) which programs must be changed since they are not aecomplishing Intended aim, 

Greenfield (5) also understands planning as an administrative function of control. In 
education, the school board and central adminlstratoi^ do not pomss complete authority for 
(he making of oil decisions. Instead, the administrator controls the outcome of orgahiza* 
tional activity by setting policy and by eneouraging the various relevant departments in the 
organization (in this c^, including schools) to exerel^ creativity and Inltlotlve In on 
effort to achieve objectives and to solve attencfent difficulties. 

The ideas In the previous two paragraphs are summarized In the following planning m^el. 
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PLANNING PROCESS MODEL 



GOALS AND OBJECTIVES 



CURRENT RESULTS 



COMPARISON OF GOALS 
AND RESULTS 



ANALYSIS OF PRESENT AND PROJECTION 
OF FLffURE ENVIRONMENT 



RESTATE GOALS AND OBJECTIVES 

t 

DETERMINE 
PRIORITIES TO 
REACH 

RESTATED GOALS 



ALTERNATIVE OPTIONS TO REACH 
PRIORITY GOALS 



DETERMINE 
AVAILABLE 
RESOURCES 





EVALUATE AND SELECT 






ALTERNATIVE 




\ 






DEVELOP & IMPLEMENT 




SELECTIONS 





MONITOR 
ACTIVITIES 
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As csn be seen from the model, piannlng Is q procasi which involves stating the goals of 
the system, datermming the degree to whioh the^ qmIs are being met ond using these 
comparisoni as a basis for establishing priorities. Planning includes osse^ing the re^urees 
needed and available to attain the goals. 

One way of conceptualiztng the planning proeess Is a series of meetings ^tween exeeutives 
who are trying to arrive at a mytually agreed set of deoisions about actions to be taken In 
the future. In all of the^ meetings the basic question being oddre^d is the some, VVhat 
should we do? In order to develop a detailed answer to this question, it is ^vi^ble to 
break it into o series of more s^ciflo questions, such as th^e mentioned in the introduction. 

According to Miklos et gl (8) this type of planning involves: 

1 . the identification and refinement of alternative aims 

2. development of alternative meons of achieving them 

3. Identification of the mMt promising means 

4. monitoring the extent to which alms have been achieved 

5* on the basis of the information gained, the meai^ are revised and aims are altered. 

This model implies that there is regular evaluati m and alteration not only of the manner in 
which policy is operationollzed, but also of aspects of the policy which prove unrealisable. 

The planning model which Greenfield (5) developed consists, in rorefield form, of three basic 
aspectsi (1) the control function which mokes the decision to act (2) the effactor which carries 
out the decision and (3) the sensing mechanism which racsures the discrepancy between actual 
and intended actions. This concept is not only circular and repetitive, but also highly de* 
pendent upon effective communication between the different parts of the organization* Insofar 
^ the system is continually evaluating a^irations In terms of the benefits of pMt performance 
and adiusting the necessary port of the process (control effector mechanism), planning is a 
never-ending organizational activity. 

Benefits of Planning 

1 . One outcome of planning Fs a clear statement of goals and specific objectives. This 
provides clarification of fundamental i^ues and gives coherence and direction to 
managerial decisions* 

2* Planning requires that perions Involved in this proce^ make explicit the meani by which 
they plan to reach objectivei. In other words, it outlines a critical path by continually 
asking what tasks must be done, what inputs ai^ nece^ry to do the tasks, what outputs 
are to be produced, and whan and what inter-dependencles exist betwaan these t«ks* 

3. Planning oIm ensures the early Identification of potential problem areas. It allows for 
alterations in the allocation of time ard money In order to make deadlines tmd meat 
objectives* This would reduce the number of crisis problems. 
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4. 



Planning fQcilifafes th© davel©pment of a faam appr^eh to mgnQgamant and improves 
aommuni^otion as to whet we Intend to do. 



5. Plonnir^ is a S6lF--regulotlng procasi since It eritieQlly evaiyotes Its proeedyres and 
polfeies €ontini^lly In an effort to Improve the eduMtlorMi Hirvioes it provides. 
According to Mathew Miles (10) the degree of health of an organlntion con be 
measured by its tardency t© engage in constant self-study. Using this measure, 
planning is a contribution to the affective operation of the educational organ^tion. 

6, Tha fraaing of more time for senior staff for engaging in creative leadership activities 
rather than continually reacting to immediate "Crises". 

Conclusion 



An examination of tha literatura of educational planning suggests that the proce^ could 
provide ci useful complement to our present ^ministrativa decision-making style. Since 
this h o relatively recent innovation^ it is recommended that school systems which have on* 
going educational planning units be visited to discus Hie implementation of the process. 
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